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EXECUTIVE SUMMARY 


The second report of the PS 2000 Task Force on Staff Training and Development 
identifies training and development strategies and priorities to meet the challenges of 
PS 2000. Following a review of the reports of the other nine Task Forces and the 
White Paper, the Task Force makes recommendations in the following areas: 


o 


There must be a radical and essential shift in our way of thinking about 
training and development. This calls for the creation of a "Continuous 
Learning Culture." The Task Force recognizes that the absorption of this 
concept into the public service ethos will take time. Individual employees 
and departments should, however, take immediate steps to establish 
continuing learning as a public service value. 


Effective job-related training must be maintained and integrated into the 
PS 2000 priorities of improved service to the public and better management 
of people. 


Within the public service, service-wide communities should take the initiative 
as a group to ensure that their training and development needs are met in a 
planned, effective and cost-efficient manner. The Task Force recommends 
key components that should be included in a training and development 
framework for the scientific community. 


Training and development, while vital components of the implementation of 
PS 2000, must be integrated with the organizational and cultural changes 
faced by the public service. 


Each department should assess its present training and development needs in 
order to establish goals within the framework of PS 2000 objectives. Each 
should identify and cost training and development courses, programs and 
activities and determine how these can be integrated into a continuous 
learning culture. A description of these activities would constitute a multi- 
year training and development plan for each department, and the roll-up of all 
departmental plans would constitute the service-wide five-year training and 
development plan called for in the White Paper. 


There should be a special fund of $10 million established at the Treasury 
Board to underwrite pilot studies for new kinds of training courses or for 
research into new methods or technologies. The studies or research would be 
carried out by the Public Service Commission, the Canadian Centre for 
Management Development or by a lead department, and the product would 
have potential applicability across the public service. The Human Resources 
Development Council should set the priorities for projects resourced from the 
fund. 


Departments should establish a departmental resourcing policy on training and 
development including consideration of adopting a departmental "rule-of- 
thumb" (e.g., an average of four days annually per employee), and 
consideration of increasing the commitment to training and development by 
10 percent a year over the next five years. 


INTRODUCTION 


This is the second report from the PS 2000 Task Force on Staff Training and 
Development. In the first report, the Task Force reviewed existing policies and 
objectives for training and development, as well as current organizations, systems 
and procedures. That report articulated some guiding principles and concepts, 
identified areas needing improvement, and made recommendations. 


This second report focusses on the immediate implications of the PS 2000 initiative 
for training and development. After reviewing the reports of the other nine Task 
Forces and the White Paper, our Task Force has identified strategies and priorities 
necessary to meet the challenges of PS 2000. Specific training requirements 
identified in other Task Force reports are summarized in Appendix D. 


Specific training and development strategies can provide only a partial response to 
the challenges of PS 2000. The rapid, pervasive and basic changes affecting the 
values and interests of our country and our workplace require a more fundamental 
shift in consciousness, one which will allow us to think of work itself as a creative 
learning experience. The globalization of the economy, new patterns of competition 
and of migration, changing technologies and shifts in social conditions and goals 
constantly challenge our knowledge and our methods of working. To respond to 
such changes and to keep the public service effective, individual employees and the 
organizations in which they work must adopt a new value -- continuous learning. 
What we call a "Continuous Learning Culture" should work in parallel to the other 
values of PS 2000. 


The first chapter of this report defines the concept of continuous learning, sets it in 
the context of current thinking and suggests how such a value can be encouraged as 
part of the PS 2000 initiative. 


Chapters 2 and 3 concentrate on the two main themes of change called for in the 
White Paper and throughout PS 2000 -- improved service to the public and better 
management of employees in the public service. These are presented as the chief 
training and development priorities in this report. 


This emphasis on new priorities does not diminish the importance of skill and job- 
related training in the public service. The maintenance of a high standard of "how 

to" operational and program training is absolutely necessary to meet the objectives 
of PS 2000, although pressures on training budgets in recent years have made even 
this difficult. Nevertheless, our review suggests that effective job-related training 
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must be maintained. Improved service to the public and better human resource 
management must be considered not just as separate priorities or "add-on" courses, 
but as integral and fundamental perspectives underlying existing training. This report 
offers some strategies for the attainment of this objective. 


Our Task Force received strong representation from the Professional Institute of the 
Public Service of Canada to address the training and development of its members, 
and senior managers in the scientific community expressed a strong desire to have a 
consistent and service-wide approach to training and development. Chapter 4 makes 
recommendations in this area. 


In addition to training and development priorities, the Task Force recognizes that 
PS 2000 objectives will be achieved only through fundamental changes in values 
and habits. There must be innovation and change in leadership, in team building and 
commitment, in the collection and dissemination of information and in systems and 
procedures. Chapter 5 outlines how departments can plan organizational and cultural 
change initiatives in order to meet the global objectives of PS 2000. 


The Task Force welcomes the commitment of the Government to a five-year 
training and development plan, and offers chapter 6 of this report as a source of 
advice on how to develop the initial plan. 


The Task Force plans to produce further studies on specific topics that address 
PS 2000 objectives through integrated training and development policies and 
activities. They include: 


fe) A more detailed examination of the training and development needed to 
improve service to the public, using the framework introduced in chapter 2. 


fe) A discussion of the potential of technology to meet the training challenges of 
the federal public service, with recommendations to deal with identified 
barriers to the best use of technology as a training/learning tool. 


fe) A review of standards for training, including better definitions of what should 
be counted as training, and better measures and evaluations of the overall 
success of the training effort across the public service. 


Finally the Task Force re-affirms the guiding principles and concepts, and the 
recommendations set out in its first report. They are repeated here. 


Guiding Principles and Concepts 


° 


Training and development are investments in better government and better 
service to the public; 


PS 2000 will put more emphasis on individual responsibility and 
professionalism, requiring more knowledge and skills by individuals; 


Good human resource management and development policies will be 
necessary to attract and retain good people in the public service in the future; 


Training and development of staff are integral parts of management at all 
levels, embracing a broad range of activities and priorities of which classroom 
training is but one; 


There is a hierarchy of responsibility for training and development: 

- individuals are responsible for their own career development, for 
demonstrating a willingness to grow and learn on the job, and for 
taking full advantage of training and development opportunities 
provided; 

~ supervisors are guides, mentors and counsellors and are responsible 
for ensuring that the worker has the skills and tools to do the job; 

“ departments are responsible for the provision of an enabling 
framework at the corporate level; 


A hierarchy of needs and priorities must be dealt with from the perspective of 
the individual, of the department, and of the government as a whole; 


Resources must be related to needs and priorities and must be protected in the 
same fashion as capital investment funds; 


Equity in training and development means responding to the needs of the 
individual as well as to corporate needs; this includes the necessity of 
redressing previous inequities. 


Recommendations 


Ve 


There must be a new emphasis on personal planning to meet individual 
training and career needs, separate from the performance appraisal system. 
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BE 


The determination of needs and priorities and the management of training and 
development must be emphasized as part of the role of supervisors and 
managers. 

Primary responsibility for training must remain with departments. 


Assessment of training and development needs at all levels must be 
strengthened. 


There must be more rigorous assessment of the appropriateness and cost- 
effectiveness of various means of training and development. 


The cost-effectiveness and management of existing corporate developmental 
programs should be reviewed. 


Consideration must be given to new developmental experiences for public 
servants who demonstrate high performance, high potential or special need. 


Training and development must be more carefully monitored to ensure 
equitable access and to meet employment equity objectives; members of 
employment equity groups should have a more than proportionate share of 
places in training and development programs identified as suitable for this 


purpose. 


Treasury Board’s role should be re-shaped to emphasize leadership, resource 
allocation, policy direction, evaluation and accountability; development and 
delivery of programs should remain with departments, the Public Service 
Commission and the Canadian Centre for Management Development. 


Treasury Board policies should be recast to reflect the guiding principles and 

concepts with specific provisions relating to: 

: re-balancing emphasis on immediate job skills, future requirements and 
career development requirements; 

- revision of workforce adjustment training policy providing training for 
anticipated as well as current job vacancies. 


Treasury Board policies and corporate systems and programs should be 
described in layperson’s language in brochures/guides for individuals, 
supervisors, managers, etc. 
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16. 


In recognition of the integral role of training and development to human 
resources management, the Staff Training Council should be replaced by a 
new Human Resources Council with a broader mandate and with linkages to 
existing and potential groups dealing with training and development on a 
functional basis. 


Existing training boards of the Staff Training Council should be retained but 
their mandates broadened to include developmental activities and programs. 


The informal training co-ordination group of the Treasury Board Secretariat, 
the Public Service Commission and the Canadian Centre for Management 
Development should be formalized as the primary work group of the Human 
Resources Development Council. 


The functions of central support and sharing of information, materials, 
facilities and technology should be performed on a collaborative basis by the 
Committee of Heads of Training, on behalf of the government as a whole. 


The Canadian Centre for Management Development and the Public Service 
Commission should work out a co-operative arrangement to ensure that 
managers at all levels receive a continuum of consistent knowledge and skill 
development. 


Mes 


TRAINING AND DEVELOPMENT 
WITHIN A CULTURE OF CONTINUOUS LEARNING 


PS 2000 offers a vision of a newly vital Canadian public service ready to meet the 
fundamental challenges of a rapidly changing world. These challenges include 
globalization, both in economics and in the realm of ideas and their communication, 
which has already had dramatic impacts on many aspects of public policy and 
practice. The counterpart phenomenon of localization as a response to the need for 
community and commitment is perhaps less well understood but equally 
challenging. Technological innovations, which will probably accelerate, pose new 
problems while offering a wide range of new opportunities for dealing with them. 
Changes in demographics and in social values have created new patterns of demand 
on governments and have modified the composition of the public service work 
force. The list goes on and on. Its principal characteristic is pervasive change, 
along with novelty, unpredictability and uncertainty. 


Most PS 2000 Task Forces and the Government’s White Paper on PS 2000 have 
responded to this vision of change by calling for greater flexibility, imagination and 
initiative in the public service of the future. Within this context, our Task Force is 
calling for the transformation of training and development. To achieve such a 
transformation, the public service must create a culture of change which values 
continuous learning as integral to its adaptability and responsiveness to the world 
around us. 


In a culture of continuous learning, constant and rapid change is welcomed and 
engaged in actively and consciously. Change is seen as a stimulus for creativity and 
for active problem-solving while offering scope for continual individual growth and 
organizational adaptation. A culture of continuous learning sees the work 
environment as open to constant improvement and the worker as capable of constant 
achievement. In this culture, employees actively question, reflect upon and share in 
redefining the meaning of the work that they do. Conventional training as we know 
it to-day is a support for the continuous opportunity to learn while working. 


As active learners, employees should: 


fe) Participate collaboratively with other workers in reflection and questioning 
the nature of the work they do and its role in the larger organization; 


° See themselves as catalysts that can change the organization; 
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° Believe that there is always room for self-improvement; 


fe) See themselves in a relationship of reciprocal exchange and mutual 
enrichment with the organization; and 


) Feel capable of making a contribution and of offering good ideas; feel worthy 
of being listened to. 
By the same token, organizations that actively learn should: 


) See themselves as flexible environments that can respond to employee 
initiatives; 

fe) See themselves as constantly capable of improving; 

) Offer employees clear reference points for learning, by defining the goals and 


purposes of the work to be accomplished; and 


fe) Offer employees opportunities for reflection, questioning and sharing of new 
possibilities. 


A continuous learning culture supports PS 2000 goals of empowerment and 
improved service to the public but offers an important refinement to the notion of 
empowerment. While both ask employees to take the initiative and managers to 
support employee creativity, empowerment as continuous learning offers safe 
parameters to exercise power as part of a shared learning experience. Defined as a 
learning relationship, empowerment means that employees and managers can learn 
together to work for best solutions. Empowered employees can explore and test 
innovations, co-operatively experimenting and solving problems. Managers can act 
as mentors and instructors, helping employees reflect on the organization and its 
overall mission, providing goals for effective employee creativity. Within this 
context, each individual and work team can help the organization to learn what 
better service can be, whether through more sensitive consultation, more responsive 
monitoring or increased responsiveness to clients. 

The evolution of a learning culture in the public service is not a small step, but 
rather a huge leap in our ways of thinking about working. It calls for new ways of 
working and new roles in relation to conventional training and development. It also 
must become the basis of new attitudes and values on the part of individual public 
servants about their work and their careers. No one should expect in future to 
follow a public service career without continuous learning and/or retraining to keep 
"ahead of the curve" in contextual knowledge and new skills and work methods. 
This vision of a continuous learning culture should also characterize the values and 
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plans of departments for evolution into PS 2000 organizations. Departments must 
begin to see themselves as flexible and responsive organizations which can be 
improved by the people who work in them. 


Although more work rnust be done on this subject in order that organizations and 
individuals can move towards a truly continuous learning culture, certain initiatives 
can be taken immediately and existing practices, policies and procedures can be re- 
applied within the context and spirit of such a culture. More specifically individual 
employees can take an active part by: 


.e) 


Learning to learn by seeking ways and means to improve service to the 
public; 


Taking the initiative and responsibility for their own continuous learning; 
Participating in establishing mission statements for their department and 
individual work units, and conscientiously seeking to understand established 


objectives and working towards achieving them; 


Seeking opportunities to participate in optional learning situations such as 
“prown bag" seminars or discussions; 


Challenging traditional ways of doing business that seem inappropriate or 
outmoded, and seeking new solutions. 


Individual supervisors and managers can encourage new and continuous learning 
and individual growth among employees by: 


Oo 


Becoming active teachers, coaches and mentors; 


Offering constant feedback and encouraging employees to ask fundamental 
questions; 


Encouraging employees to work together to solve common problems; 


Actively listening to employees, clarifying expectations and soliciting 
information; 


Actively encouraging employees to suggest ways of solving operational 
problems and improving service to the client; 
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Allowing employees to take risks and to learn from mistakes; 
Using matrix and "Vvertical-cut" work teams to solve problems; 


Offering diverse assignments and the opportunity to be exposed to a variety 
of managers; 


Exploring means of recognizing and reinforcing learning of all kinds, such as: 

- recognition of experiential learning as well as formal accreditation; 

- recognition of authorship throughout the organization for papers, 
projects, new ideas, improved service and other initiatives; 

- recognition of the capabilities and skills people gain in volunteer, 
community and other unpaid work, and seeking means to support these 
activities as off-the-job training. 


Departments can: 


ie) 


Establish a working environment conducive to productive continuous learning 

by: 

- listening actively to employee suggestions; 

~ offering opportunities for reflection and collaborative problem-solving; 

- encouraging managers to discuss and revise work procedures and plans 
with employee participation. 


As a matter of departmental policy, ensure that employees are provided with: 

- orientation on the department and the federal government, particularly 
in the renewed values of service to the public; 

- basic knowledge and skill training required to do their immediate job; 

- training that will assist them to grow and learn on the job and keep 
current with changing technologies. 


Work actively towards a philosophy which encourages and supports 

employees to take charge of their own career development. This would 

include management policies, procedures and systems that actively support 

employee training objectives consistent with those of the department. 

Examples include departmental initiatives in such activities as: 

- a separate Personal Planning and Development Record which becomes 
a personal learning strategy for each individual; 

- self-funded sabbaticals; 

- assistance with re-location to gain experience when consistent with 
departmental needs; 
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- reimbursement of tuition for courses for upgrading of academic, 
technical or professional qualifications; 

- intra-departmental and inter-departmental assignment programs; 

- career counselling; 

- alternative training and work opportunities to accommodate family 
Situations such as single parenthood; 

- training to sensitize managers to cultural differences and systemic 
barriers to full opportunity for employment equity target groups. 


fe) Articulate as precisely as possible what the department sees as the knowledge, 
skill and ability requirements of its employees in the future and the kinds of 
education, training and experience that would be required to attain these; and 
communicate this information to all employees; 


) Reward managers and supervisors who consistently demonstrate good people- 
management skills including the promotion and the practice with their 
employees of a continuous learning philosophy. 


A continuous learning culture animated by such measures as these will encourage 
the development of the qualities of flexibility, imagination and initiative which will 
in turn allow the goals and values of PS 2000 to take root and flourish. It will 
foster confidence about change amongst public servants and complement the 
strategies of empowerment, delegation, accountability and decentralization of 
systems outlined in the White Paper. 


The Task Force is aware that high-quality training can be ineffective if the job 
environment does not reinforce the skills or behaviours learned. Research suggests 
that over 80 percent of knowledge and skills acquired through formal training are 
extinguished after 30 days when they are not supported in the work environment. 
The vision of a continuous learning culture which underlies the conclusions and 
recommendations of this report offers the promise of a work environment in which 
formal training and development initiatives can most effectively create change to 
achieve PS 2000 objectives. 


Particular immediate strategies are still necessary, and these form much of the body 
of this report. We have taken note that improved service to the public and better 
management of employees in the public service are the two leading objectives 
outlined in the White Paper. We believe therefore that training and development 
plans to implement PS 2000 should place priority on the pursuit of these two 
objectives and of the cultural and attitudinal changes to accompany and support 
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their accomplishment. This is the approach and framework for analysis used in the 
rest of this report. 
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SERVICE TO THE PUBLIC 


Canadians want a more accessible and visible public service, one that 
engages the public more in the decision-making process, and one that 
accepts new responsibilities. This new public service must seize the 
opportunity to help make Canada a leader in participatory government. 


These words come from the Report of the PS 2000 Service to the Public Task Force 
and are at the heart of that Task Force’s assertion that service to the public is the 
basic mission of a revitalized federal public service. 


That report calls for major change in three areas: 


Service 

" Our public service organizations must become more client-centred and more 
effective in meeting citizens’ needs and expectations. This will necessitate a 
significant shift in culture and values and will require a durable commitment 
by top management to these goals." 


The concept of service is more complicated in government than in the private 
sector, and encompasses three levels. The Service to the Public Task Force 
categorized these as: policy development and program design; direct service, such 
as UI benefits, health care, weather reports etc.; and regulatory service which serves 
the public interest by imposing constraints or obligations by regulation, or removing 
assets by collecting taxes, etc. A more detailed description of the major types of 
government service is included as Appendix A. 


Consultation 

" Public servants must consult much more actively with clients and other 
stakeholders, both in developing proposals for ministers and in administering 
programs. The public service must become more open and participatory." 


Consultation, in the broadest sense of the word, is the key to successful policy 
development, program definition, operational problem solving, and the actual 
delivery of services. Public servants must know what consultation is, understand 
how to consult effectively and be backed by their political masters. 
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People 

" Managers at all levels must both support and lead the public service much 
better than in the past, so that public servants feel valued, motivated, 
informed and challenged to put forth their best efforts on behalf of the people 
of Canada." 


This requires better management of people, and an appreciation that information 
technology is critical to breakthroughs in service quality. 


Actualizing these three changes and bridging the gap between a commitment to 
service to the public and actually serving the public means: 


fe) 


A real understanding, by everyone in the public service, of a service vision 
and its underlying principles. This implies a corresponding service culture 
and management style in departments and agencies that support the vision. 


A commitment to the new culture together with the requisite knowledge and 
the acquisition of new skills. Of these the skill requirements are the toughest 
to address and the least well-understood or accepted. It will take significant, 
sustained effort on the part of everyone involved, particularly managers. It 
also means continuous learning and change and retraining throughout a 
career. 


An acceptance by managers and employees equally that results are the 
product of learning and experience and the work environment. The learning 
experience must be well designed, well delivered and meet real training and 
developmental needs. The work environment must reinforce new skills, 
provide people with the authority, self determination and information needed 
to use the skills and hold people accountable for their use. 


A focussing by managers and employees on those who serve the public 
through serving internal customers (i.e., serving other public servants), as well 
as those who serve the public directly. 


The bringing about of organizational and individual change. Although the 


process of change will take time, there is much that can be done in the short 
term that will have immediate effect. 
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A Framework for Training and Development 
This chapter addresses training priorities with respect to the provision of service. 


The relation between the three key changes and the needs and priorities for training 
and development is illustrated in Figure 2-1. 
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On one axis are the three types of service: policy development, traditional services 
and regulatory services; on the other axis are the areas where major change is 
needed: service provision, human resource management, organizational renewal and 
technology. In practice the learning experience, and hence the training and 
development programs in specific departments and agencies, must be tied to the 
provision of good service whether it be policy development, traditional service or 
regulatory/enforcement action. The relationship of individual positions must be 
defined in relation to the actual service encounter (e.g., direct service provision or 
Support service) and the level of the position, e.g., front-line service provider, 
supervisor, middle manager or executive. 


The balance of this chapter deals, in turn, with the three components in the 
provision of service. For each, there is a brief description of what the component 
involves taken from the Service to the Public Task Force Report, and a first look at 
the training and development implications and priorities. This Task Force intends, 
as a Separate piece of work, to provide a more detailed follow-up study on the 
training and development needs of each component. 


Consultation 


The Service to the Public Task Force Report defines consultation as asking the 
advice or opinion of someone, implying a two-way process. It refers to a spectrum 
of types of consultation ranging from listening, through dialogue, debate, joint 
analysis, to jointly-agreed solutions, and sees these as having a place in policy 
development, program definition and even the solving of operational problems. 


Figure 2-2 
Different Types of Consultation 


JOINT 
LISTENING DIALOGUE DEBATE ANALYSIS 


JOINTLY 
AGREED 


SOLUTIONS 


It recommends the development of new forms of consultation and the definition of 
the appropriate role for the public servant in more open consultations. In addition, 
it proposes the adoption of a specific set of principles for consultation (see 
Appendix B). 


The form in which the consultation process occurs, (or should occur), varies 
considerably from function to function (i.e., policy, traditional or regulatory service), 
clientele (public or internal) and level of authority (front line to executive). 
Consultation opportunities for front-line service providers usually take the form of 
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day-to-day contact and communication with the public in delivering a service. 
Management is involved in more formal consultations with external and internal 
clienteles. 


The training and development priorities flowing from this are: 


fe) The need to provide an understanding to managers and staff of the advantages 
to be gained by consultation, an understanding of the principles of 
consultation, and an understanding of those methods of consultation most 
relevant in each of the three types of service ; and 


fe) The need to ensure that managers and staff acquire the skills required to carry 
out effective consultation (1.e., the skills of listening, communicating, 
negotiating and consensus-building). 


Initial training and development should focus first on the acquisition of consultation 
skills since these are relatively well-understood concepts. The training material 
available at the present time can be relatively easily adapted to support the teaching 
of these skills. For example, current courses on negotiating skills could be revised 
to incorporate elements related to negotiations with people outside the public 
service, with people of different ethnic and cultural values and with people whose 
first language is neither English nor French. 


There is a temptation to concentrate on the front-line managers and employees 
(including those who serve internal clients), on the grounds that that is where the 
payoff may be highest. These same skills, however, are important prerequisites of 
better management of people and deserve priority across all groups and levels. 
Managers have consistently mentioned that the ability to listen is one of the most 
important skills to be emphasized in training. This would include techniques of 
"active" listening such as asking probing questions and seeking expanded 
explanations. 


Concrete training and development recommendations with respect to consultation 
depends upon the type of service being provided, an appreciation of the gap 
between current abilities and approaches, and a grasp of future requirements. 
Thinking this through in any particular organization takes time, insight and 
information that may not be readily available. The follow-up study, noted earlier, 
should assist departments in this regard. Various departments and agencies have 
already carried out major exercises in policy development involving one or more 
types of consultation. Their practical experience provides valuable insight on 
effective consultation. Some examples are included as Appendix C. 
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Monitoring and Feedback 


The Service to the Public Task Force Report notes that client-centered organizations 
monitor client perceptions, reflect these perceptions in decision-making, and allow a 
healthy overlap between monitoring and consultation. It pointed out that monitoring 
in a regulatory environment requires additional standards related to uniformity and 
fairness as well as the provision of formal redress mechanisms. 


A natural prerequisite of monitoring and feedback is the need to have standards of 
service which have been adopted by the organization itself. Our Task Force 
recognizes that these standards must be created and at that time training will be 
required. In the interim another important element is the client perception of 
service. In this regard, the Task Force believes that work needs to be undertaken to 
_ assist: 
) managers and employees to learn how to capture client perceptions e.g., 
evaluations, surveys, etc.; 


fe) managers to learn how to facilitate focus group and other group discussion 
fora; and 
) managers to learn how to use the results. 


Systematic collection and presentation of the wealth of information and experience 
available in the public and private sectors should be a task for the Interdepartmental 
Committee of Heads of Training. 


Employee perceptions must be monitored as well. Training will be needed to help 
managers monitor and obtain feedback from those inside the organization as part of 
the task of managing people better, to support effective organizational renewal and 
to understand why such feedback is important. 


To underscore the importance of monitoring and feedback (of both clients and 
employees) to the health of the client-centered organization, related tools and 
techniques must be included in general management courses. 


Managing the Service Encounter 


The Service to the Public Task Force Report states that the service encounter -- the 
point of contact between the client and the service provider -- is a critical moment 
in the delivery of a service and has a major influence on the customer’s perceptions. 
It adds that before a service transaction can take place the client must be aware of 
the service and have access to it, whether by telephone, in person, by mail or 
electronic means. 
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Work has already begun on the development of generic courses in what could be 
called the major principles of managing the service encounter. The Special 
Operating Agency of the Public Service Commission has developed a three-day 
course for front line staff, comprising four modules -- basic principles, quality of 
service, interpersonal skills and dealing with difficult clients. Many larger 
departments have similar courses which will require only limited adaptation. 


Additional generic courses, using a "train-the-trainer" approach, should be developed 
for: 


) line supervisors and managers who need training and coaching on how to: 
- deliver the good service message; 
- manage in a service environment; 
- empower employees; 
- teach and coach employees; 
- provide effective support to service functions; 
- identify clientele and their service needs; 
- set service priorities,and make trade-offs and resource decisions. 


) staff supervisors and managers who need similar training but with an 
Orientation to serving internal clients; 


° all staff in how the basic service orientation will affect them individually. 
This training could include: 
~ how to interpret policy and make decisions within a policy framework; 
and 
- how to take responsibility and be accountable. 


Training of all new employees is important to ensure their understanding of the 
purposes and goals of the organization, and their sense of the place of their own 
jobs in the overall effort. This feeling of belonging to the team and of 
understanding and valuing one’s own contribution is important to the development 
by the employee of a sense of responsibility and commitment to performance in the 
job. Also a clear understanding of the mission of the organization, of the role of the 
unit within it, and of the individual within the unit is essential if the employee, at 
whatever level, is to make sensible and confident decisions within a framework of 
delegated authority and empowerment. 


It is essential that new recruits benefit from an orientation program on departmental 
services and programs as well as those provided by related departments. Orientation 
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training should be given as soon as possible after a new employee joins the 
organization and should at least in part be tailored to the level and responsibilities of 
the individual employee. At senior management levels, training should include 
corporate level orientation through the Canadian Centre for Management 
Development as well as departmental training. At all levels, formal orientation 
training sessions can be supplemented and reinforced by mentoring by supervisors 
and by the designation of "buddies" from the employee peer group. 


Conclusion and Summary of Recommendations 


The implications of the renewed emphasis on service affects training and 
development at several levels. At an organizational level, tools are needed to help 
departments educate employees in the broader understanding of service to the 
public. This training must encompass the need for shifts in attitude and behaviour. 
At an individual level, there is a need to provide understanding of the concepts of 
the three types of service and the three components in providing service. Finally, 
public servants must know how to translate those concepts into structure and 
process, and must be trained in the skills to ensure proper execution. 


Much can be learned from those departments and agencies or parts of departments 
and agencies which have already done a good deal of work in this area, particularly 
with respect to the traditional service-providing activities (which seem mostly to do 
with the service encounter itself). Our Task Force feels that these organizations can 
serve as models to help others embark on new directions. 


The following summary of recommendations applies to all three types of service and 
to both "internal" and "outside" service providers. 


General 

il. The approach overall should be one of focussing on "train the trainers." This 
means concentrating training efforts on those who are in the best position to 
pass on the "message," particularly supervisors, managers and professional 
trainers. 


Di Inter-departmental "showcase days" for trainers and managers should be 
organized to improve networking and to share information on how to serve 
the public better. These events should highlight training and development 
products already in use or those that are being developed. Successes from the 
private sector and other government jurisdictions, should be included. 
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i. An orientation program should be provided to all new recruits: the agenda of 
the programs should include elements on departmental services and programs 
provided by related departments, as well as the basic service orientation. 


Consultation 

4. The focus should first be on enhancing consultations skills (listening, 
communicating, negotiating and consensus-building); existing courses could 
be adapted or modified to reflect the breadth of future consultations (e.g., 
outside the public service as well as inside; employees as well as program 
managers in other departments). Within this area, listening skills for people 
at all levels should be the first priority. 


=) The principles of consultation contained in the Service to the Public Task 
Force Report should be adopted as part of the basis for assessing training 
needs in this area. 


Monitoring and Feedback 
6. Employees including managers should be assisted to learn how -to capture 
client perceptions of service, e.g., evaluations surveys, etc. 


fis Managers should be assisted to learn how to facilitate focus and other group 
discussion fora and how to use the results. 


8. Existing general management training programs should be adapted to 
emphasize the importance of monitoring and feedback of clients, stakeholders 
and employees and to include a range of monitoring and feedback tools and 
techniques. 


Managing the Service Encounter 

9, Front line staff (both internal and external service providers) should be 
provided with training on the major principles of managing the service 
encounter. 


10. Additional generic courses should be developed, using a "train-the-trainer" 
approach, to coach: 

- line supervisors and managers on how to deliver the good service 
message, how to manage in a service environment, how to empower 
employees, how to teach and coach employees, how to provide 
effective support to service functions, how to identify clientele and 
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their service needs, how to set service priorities, and how to make 
trade-offs and resource decisions; 

- staff supervisors and managers on how to train staff on the delivery of 
service to the internal client; and 

- all other staff in the basic service orientation, i.e., how will this service 
culture affect them directly. 


11. Consulting services should be provided to help employees deal with difficult 
clients. 
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HUMAN RESOURCE MANAGEMENT: 
A TRAINING AND DEVELOPMENT PRIORITY 


Primarily for supervisors and managers, this chapter offers an approach to training 
and development initiatives to enhance human resource management practices in an 
environment where continuous learning is valued and promoted. It includes an 
explanation of what is meant by human resource management; a statement of 
philosophy that gives a focus to human resource management training initiatives; a 
suggested framework within which government organizations can improve training 
and development for managers; and recommendations for action. 


There are compelling forces calling for change in the traditional approach to 
learning, and on how people are lead and managed in the public service. 
Employees are seeking a working environment that is friendly, flexible and open to 
new ideas, an environment where risk-taking is encouraged, rules and regulations 
are limited, mistakes permitted, and effective performance recognized. It is also 
clear that there will be profound shifts in the gender, ethnic composition and life 
styles of the public service work force in the coming decade, and these will reflect 
the composition of the public it serves. All these forces call for a new look at the 
skills needed for successful management of people. 


There is, moreover, a strong political will to complete the implementation of 
employment equity, a conviction that it is right and just to do so, and very strong 
evidence that it makes good business sense to proceed. It is seen as one of the best 
answers to pending labour shortages, and a means for expanding markets through 
better understanding of the large group of clients who come under the program. 


One of the keys to changing our approach to managing people is to take a positive 
attitude and pro-active approach towards the development of all employees, 
regardless of their individual differences. This argument has been forcefully made 
in the report of the Task Force on Barriers for Women, Beneath The Veneer. 
Regardless of other supportive measures, attitude change must be addressed as an 
integral part of how we manage people in the public service. 


Attitudes, as a central focus for change, extend far beyond the issues surrounding 


those of managing a diverse work force. They are also the key to changing the 
behaviour of people with respect to other human resource management issues. 


As... 


Increased flexibility for managers, more authority, improved accountability and 
continuous learning will require changes in attitudes. In time, this will lead to 
altered behaviour on the part of managers and others who follow the example of 
these managers, i.e., employees, other managers, clients (external and internal) and 
colleagues in other departments. Training and development initiatives are a 
necessary part of an overall strategy to lead the way to the fundamentally different 
public service work force required for the year 2000 and beyond. In order to begin 
however, we must agree on what is meant by human resource management, and on 
the issues to be addressed through training and development. 


What is Meant by Human Resource Management? 


The term "human resource management," for purposes of this report, transcends the 
traditional definition, and refers to the best use of the organization’s personnel. It is 
not simply the process functions of personnel administration, but rather, "the 
mobilization of energies and talents towards a shared purpose in the best interest of 
the organization, the people comprising it, and the people it serves."" Any 
approach to change human resource management practices, therefore, must 
concentrate on ways in which people relate to each other as well as the systems 
used to facilitate this interaction. For purposes of this paper, therefore, human 
resource management is defined as people management comprising two interrelated 
disciplines: support systems (functions of personnel administration), and the 
interactions between managers and others within and outside the organization. As 
shown in Figure 3-1, the systems side includes staffing, compensation, training etc., 
while the interactions component involves setting objectives, motivation, employee 
assessment, rewarding performance, and so on. 


Profile of Public Service Leaders and Managers 


96. 


098-490 


jo8euep, soIMosay ueUMET e& st Jaseueyy AIAG 


eSSBOON 
JOU UOIOYW 
@AIPELIOD eye] - 
SBOUBLWOLIOd 
poor eziuBooey - 


BOURWIOL6d GOURULIOLOd juewdojeneq 
404 BUSIUD uO peqpes4 puy sj}seJeju| 
jueWeINSeEW seinBey 190189 UO 
jre4 uo eolby - @PIAOld eyeudoiddy sy Ao\deg puy suogejey 
sjeop eouRlsissy ‘sOlApy ‘yeIs ‘wn9e8y eeAojdwiz 
JO JUeWPeASIUOY ‘UONCULIOJU] BPIACd ebeuew 
Jo4 SeUI|epINS Bujuresl, gor 
EUILE}EQ » PEPEON EPIAOd « 
a 1dOdd a1dO3d 
LWdOddNs Cy <—_—————_——_—————_____——————___—_—_—— 1edddns GNV 
SDVNVAN avs 


JOVNVN ‘dva1 
seanoe!qo puy 


BOWS 
syse, ‘seing Mar rescrtrad, SUSHIL aI OOy 
‘seqiiqisuodse 4ej peeiDy UO ve 
eee = peseg Ajjenuuy uopesusdod OneeuehuOS 
sjeor) dnoiy juewssessy p eulareled ‘ebeuey 
pu [enpiaipuy jeUu04 ‘sqor Ajisse|D 


ysiiqeysy 


seounosey 
uoIssIW dna UBYUM SPlAOld 


uewnyH 
V uO eeby puy 104 UPI 
UOISIA, PpaueUuS puy einjonis 
yY ayea19 uojeziueBicC 
eUIUE}Eg 


‘uoneziuesio ay} ul ejdoad yoddns pue ‘aseuew ‘pes] 0} st UonoUNZ 
yenues ayy, Joweseuey somMossy ueuMP astiduiod Jayiedo) Ivy sopAnIe pue suopoUNy jo Sutdno13 au sdeydstp simsy sty], 


JUSUIASeURY] JIIMNOSIY uemny 
le emai 


A Training and Development Framework for Human Resource Management 


Human resource management is the responsibility of managers and supervisors at all 
levels in the organization, not simply the role of the personnel organization. 


Training and development programs to enhance human resource management must 
address the interaction between managers and people, as well as the functions and 
systems. 


The functions and systems have come under rigorous review in PS 2000, and 
specific recommendations have been made to make them more effective. Training 
will be required in the changed systems. Training is needed, as well, on the 
respective roles of managers and personnel specialists in an environment where 
managers are expected to make decisions that conventionally have been the purvue 
of the personnel specialists. Managers will be encouraged to keep a competent and 
motivated staff through actions and leadership that empower and develop people, 
and that support and encourage continuous learning. The Treasury Board 
Secretariat, the Canadian Centre for Management Development, the Public Service 
Commission and departments should co-operatively develop generic training 
modules in these areas and provide the training centrally where this is the most 
cost-effective option. In addition, present courses and developmental activities 
should acknowledge the respective roles of the personnel specialist and the manager, 
and the general values inherent in human resource management systems and 
processes. 


Understanding the interaction of people and the means for realizing their energies, 
talents and aspirations has not been given enough attention in the past. This 
component must be better understood if we hope to lead and manage people better 
in the Public Service 2000 environment. This includes attention to matters of work 
force diversity, and the opportunity it provides to the employer and employee. It is 
predicated on the following theme. 


Training and development programs, dedicated to enhancing the 
quality of people management in the federal public service, should 
strive to improve the relationship of managers to their clients, to 
the people they lead, to themselves as individuals and to their 
organization. 


Training and development based on this theme would involve the nurturing and 
enhancing of relationships where they are most crucial to the performance of 
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individuals and the organization. It is proposed as a central theme for changing 
how we manage people, since relationships, more than any other factor, seem to 
determine managerial success or failure. As the quality of these relationships 
improves, so should the performance of the organization. The balance of this 
chapter offers a framework and approach to enhance people interaction throughout 
Bh: public service. The framework has four components: 
Relationship of Managers to Clients -- interacting with clients both internal 
and external to the organization, in ways that improve trust and respect; and 
understanding the opportunities, limitations and benefits of joint action, 
consultation, negotiation, etc., in the delivery of the organization’s programs 
and services. In this context, the UI recipient is a client of Employment and 
Immigration Canada; the manager is a client of the personnel specialist; and 
the regional office is a client of the national headquarters. Knowing and 
understanding these clients, and helping them understand the organization, are 
relevant factors leading to better human resource management practices. 


Relationship of Managers to the People They Lead -- interacting with 
employees and others in ways that advance the work of the organization, by 
giving a clear indication of goals and expectations, developing mutual trust 
and respect, understanding, loyalty and a healthy, productive working 
environment. In this context, both manager and employee are expected to 
earn respect and trust from each other. Awareness of interpersonal and group 
dynamics and work force diversity, for example, are significant contributors 
to skillful leadership of people, as is the responsibility of managers to ensure 
that people understand what is expected of them, and employees to do their 
best in delivering a quality product. 


Relationship of Managers to Themselves -- developing a broader knowledge 
and awareness of self for the purpose of enhancing personal performance, 
both at home and at the office. Appreciation of one’s strengths and areas of 
weakness, and knowing one’s biasses, will influence personal performance in 
leading others. 


Relationship of Managers to their Organization -- knowing, understanding 
and using components of the legislative and operational framework affecting 
the organization for the purpose of leading others: principles, values, themes, 
systems, organizational structures, regulations, personal contacts etc.. For 
example, in the successful management of a regional operation, a manager 
must understand the dynamics of the section, recognize the rights of 
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individuals, what the organization values, and the need for enhanced 
knowledge and skills. 


These four categories of relationships represent a significant departure from the 
traditional model for human resource management development. They give 
visibility to the "whole person." The suggested approach is not simply an effort to 
improve relationships for the purpose of creating a work environment where people 
are happier but a serious attempt to improve overall productivity. 


The value of placing relationships centre stage for improving human resource 
management is apparent in how employment equity programs are implemented, or 
how employees’ diverse cultural backgrounds are dealt with. Those who want to 
show leadership on these issues most often ask questions that refer to how they can 
relate to another individual: What should I say? How should I react? What is 
appropriate behaviour? Should I help if ..., and so on? These questions are asked 
to guide the interaction and to create a good working relationship. 


Implementation 


The above framework provides a clear focus for training and development initiatives 
to improve that aspect of human resource management that involves interaction of 
managers with others, internal and external to the organization. As measures are 
introduced to enrich the quality of these relationships, the practices associated with 
management of people are also improving. In order to develop training and 
development programs in this area that are flexible and respond to the need for 
change so evident throughout the PS 2000 initiatives, we must remember that: 


fe) Within the notion of a continuous learning culture, employees must play an 
active part in initiatives that aim to improve their work environment. 
Although many of the initiatives will be directed at managers and supervisors, 
the involvement of employees as active learners is crucial to successful 
implementation. 


fe) Line managers, while they are supported by personnel and administrative 
specialists, are the managers and supervisors of others; they have the 


responsibility and accountability for human resource management. 


° All managers are role models for others. They lead, teach, facilitate and 
coach; in so doing, they make a significant contribution to the development 
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of people. Any effort to improve their skills and abilities in management of 
people will, therefore, have a multiplier effect. 


fe) The specialists in personnel are experts, consultants, counsellors, strategists 
and partners with managers to ensure fair and consistent practices. 


Following is a brief description of what might comprise a comprehensive program 
of activities to improve human resource management practices. It is directed at 
managers and supervisors and calls for a number of separate, but related initiatives, 
each of which responds to a particular need. 


Publications/References 

Articles, films and videos on personal and interpersonal skills should be part 
of the package. They could include such topics as: 

~ identifying one’s most important values; 

~ giving and receiving feedback; 

- listening; 

- essential ingredients of a well functioning team; 

- diversity in the workplace; and 

- continuous learning. 


Consultation and Career Planning Services 

Services should be available to people seeking advice on career planning and 
consultation on personal and professional development activities, for example, 
career paths, assessment of management style, counselling, problem solving, 
etc.. Supervisors and managers should be encouraged to become more aware 
of their own strengths and weaknesses and should be expected to choose their 
"learning paths" in order to improve. Information and assistance should be 
available through an array of services including experimental opportunities, 
courses, and individual guidance. 


Structured Educational Events 

Courses, seminars and workshops should be offered where skills are taught in 
the more traditional manner; new programs should be developed where 
needed. Distance learning modules should be created to reach the thousands 
of managers who are outside the National Capital Region or those who prefer 
to work on course material at home. A priority should be placed on the 
development of case studies and simulation exercises requiring the use of 
personal and interpersonal skills. In such a practical context, the issues 
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surrounding equity in the workplace, employee driven initiatives, team 
building, etc., can be addressed. 


Planned Careers 

Consistent with a continuous learning philosophy, the most meaningful 
learning takes place on the job. It follows, therefore, that knowledge, skills 
and abilities in people management are to be gained through leading and 
managing people in a variety of organizational settings. Varied work 
experience should be encouraged by organizations as an essential component 
when individuals are planning their careers. Opportunities for managers to 
develop and improve people management skills through secondments, work 
assignments, interchange with business, labour, the voluntary sector, and other 
governments should be expanded. 


This multifaceted approach to the improvement of human resource management 
practices, recognizes that people are individually different, and accordingly learn in 
distinctive ways. It offers different tools and methods that can be tailored to 
individual needs. 


The most effective training and development programs often involve managers and 
those with whom, and for whom they work. In this way the vision, values, and 
approaches to issues can be developed, agreed upon and shared with those who 
must "make it work." However, the opportunity to change how we manage people 
rests with the manager, and programs that lead to improved practices must address 
managers as the audience. Managers and supervisors must set the example for 
others, and their actions, since they will be emulated by others, will determine our 
level of achievement. 


Conclusion and Summary of Recommendations 


In a recent memorandum to all public servants, Paul Tellier, Clerk of the Privy 
Council, reminds us that, "PS 2000 is about people, about providing service to 
Canadians, efficiently and sensitively; about providing an environment that 
challenges public servants to provide that service, and recognizes their contribution 
in doing so." Success or failure in responding to this challenge may well rest on 
how effective we are in bringing to the surface the energies, talents and aspirations 
of employees throughout the public service. 
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It is time to enter into a series of actions to improve our approach to people 
management in the public service. The recommendations which follow are offered 
to help in the change process. They may be useful as a direction to some 
departments, and to others, a guide from which to develop and implement their own 
programs. 


Definition and Framework 
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Human resource management should be defined as people management 
comprising two interrelated disciplines: support systems (functions of 
personnel administration) and the interactions between managers and others 
both within and outside the organization. 


Training and development programs dedicated to enhancing the quality of 
people management in the federal public service should strive to improve the 
relationship of managers and supervisors to their clients, to the people they 
lead, to themselves as individuals, and to their organization. 


Managers and supervisors as individuals should take the initiative and 
responsibility for their training and development within the context of a 
continuous learning culture. 


Measures to improve people management practices should include the 
provision of consultative and career planning services, published material on 
current practices in leading and managing people, and the opportunity to 
manage people in varying work situations, and structured educational events. 


Commitment and Implementation 


a 


The participation of managers and supervisors in training and development 
activities to improve people management practices should be strongly 
encouraged by Deputy Ministers; they should ensure that adequate funding is 
made available to facilitate this involvement. 


Initiatives should be undertaken within departments to ensure a fair and 
equitable representation and distribution of women, persons with disabilities, 
aboriginal peoples, and members of visible minorities, in the training and 
development community. 


Departments should be encouraged to share their efforts/programs that support 
the training and employment of designated groups. 
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In the planning and administration of training and development programs, 
departments should ensure that all reasonable measures are taken to remove 
barriers to equal participation on the part of all employees. These measures 
include: 


) ensuring facilities are accessible to persons with disabilities; 

) offering programs that consider the special circumstances of single 
parents; 

fe) presenting course content that is not gender or cultural biassed; 


using assessment and testing programs that take into account gender, 
cultural and lifestyle differences. 


Participation of designated groups in training and development programs 
should be monitored within departments, to ensure that all qualified 
employees are given equal access to opportunity. 


Regional supervisors and managers should have equal access to training and 
development activities. Distance-learning modules should be created to assist 
in this process. 


Supervisors and managers should be appraised and evaluated on their skill, 
ability and practices in leading and managing others, and they should be 
appropriately rewarded or cautioned depending on how successful they are in 
responding to this priority. 


Structured Educational Events 


12. 


13. 


14, 
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Mandatory orientation programs for supervisors, middle managers and 
members of the management category should be adjusted where necessary to 
reflect the urgent need to improve people-management practices. 


A generic course on human resource management reflecting the new PS 2000 
work environment should be developed by the Canadian Centre for 
Management Development and the Public Service Commission of Canada in 
consultation with departments; it should be adaptable for use by interested 
departments and agencies. 


Other generic courses on such priorities as managing diversity should be 
developed and similarly offered to departments and agencies. 


Training to improve attitude and behaviour with respect to employment of 
women, visible minorities, persons with disabilities and aboriginal peoples, 
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16. 
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should become an essential component of initiatives to enhance people 
management; these initiatives should incorporate results of recent studies such 
as the Task Force on Barriers to Women Report, Beneath the Veneer and the 
Second Report of the Standing Committee on Human Rights and the Status of 
Disabled Persons. 


Generic training modules should be developed co-operatively with the 
Treasury Board of Canada, the Canadian Centre for Management 
Development, the Public Service Commission of Canada and departments, in 
the changed personnel systems and procedures as recommended in the White 
Paper; such training should be provided centrally or departmentally which 
ever is the most cost effective. 


All current courses and developmental activities should cover, in a general 
way, the appropriate roles of the personnel specialist and the manager and 
supervisor plus the general values inherent in good human resource 
management systems and processes. 


Consultation and Career Planning Services 


18. 


Each department should make information and tools available to its people to 
help them: 

- assess their strengths and weaknesses; 

- improve their people-management capabilities; 

- deal with day-to-day problems they encounter in people management; 
- make career decisions; and 

- achieve their career aspirations. 


Planned Careers 


19. 


Work experience which enables managers and supervisors to acquire the 
knowledge, skills and abilities to lead and manage people in a variety of 
organizational setting should be an essential component of the careers of 
government managers. Opportunities to develop and improve people- 
management skills through development activities should be expanded. Such 
activities could include secondments, short-term project assignments, 
interchange with business and labour, Canadian Centre for Management 
Development fellowships, parliamentary internship programs and CAP 
(Career Assignment Program). 
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Publications/References 


20. 


Supervisors and managers should have access to published material on current 
practices in leading and managing people. Ways of improving and co- 
ordinating the coverage of departmental newsletters, and central agency 
publications such as Training News, Managers Magazine, Management 
Update, PS Newsline, and Optimum, should be explored. 
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FRAMEWORK FOR THE TRAINING 
AND DEVELOPMENT OF THE SCIENTIFIC COMMUNITY 


Employees as a group in each department, as well as service-wide communities of 
employees, have certain unique training and development needs. Over the last few 
years some of these service-wide groups have taken significant and co-operative 
Steps to build their communities, including the development of programs to ensure 
adequate training and development. Good examples are the financial community 
under the "mother-house" of the Office of the Comptroller General and the 
communications community under the Privy Council Office. The Task Force 
endorses the approach that these communities have taken and encourages other 
service-wide groups to take similar initiatives using these groups as models. 


This chapter makes recommendations on the key components that should be 
included in a framework for the training and development of the scientific 
community. The Task Force has included this framework because it received strong 
representation from the Professional Institute of the Public Service of Canada to 
address the training and development needs of its members and because senior 
managers in the scientific community expressed a strong desire to have a consistent 
and service-wide approach to training and development. 


Recommendations 


Ie A clear statement of the mission or purpose of each scientific organization 
should be prepared in consultation with the client group, the scientists and 
other stakeholders. It should help ensure that training is relevant to the 
organization’s mission. 


Ps, Each scientific organization should prepare a general training plan. This 
should encompass: 

~ pre-hiring: work with universities so that the curriculum and supply of 
graduates meet government needs; 

- recruitment: hire for the best possible professional skills and the best 
possible personal attitudes; 

. orientation and mentoring for new employees; orientation should 
include the values of the organization, its mission statement and core 
professional training required for the job; 

- first level supervisor: provide interpersonal and managerial training; 
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- supervisor of supervisors: provide more advanced interpersonal and 
managerial training at the section head or institute director level; 

- SM and EX level: dovetail the organization’s training to that provided 
by the Public Service Commission and by the Canadian Centre for 
Management Development; 

- self-development: personal growth should be encouraged and 
facilitated throughout the individual’s career through: 

- distance education and other courses on the individual’s 
own time; 

- education leave; 

- sabbaticals; 

~ short-term visits and exchanges with other organizations. 


Upon entering the organization, new scientists should: 

- be assigned to a "role-model mentor" in order to learn the values and 
best practices of the organization; 

- be given an individual training plan. 


Exchanges of up to three months between scientific institutions should be 
encouraged, to supplement sabbaticals. 


Consideration should be given to establishing a fixed percentage of the 
operating budget for training and development, and protecting it during times 
of constraint. 


Current restrictions on conference travel for scientists should be removed. At 
the very least, if restrictions are retained, a dollar ceiling is suggested as 
being less damaging than current regulations. This is based on the 
consideration that: 

- for research scientists, conferences are a necessity; they avoid 
duplication of effort by providing information on work being done 
elsewhere; 

- for all scientists, conference travel is a basic method to establish and 
maintain a network of contacts. 


Close links should be established between client groups and scientists to 


ensure the relevance of the work, to establish mutual trust and to create 
mutually realistic expectations. 


o3Ri< 


8. Senior staff and client groups should be encouraged to recognize and reward 
useful and productive scientific performance and direction. Recognition 
should be given to the team where success is the result of a co-operative 
effort. 


oO. Senior positions in the scientific community should be staffed by persons who 
can act as credible spokespersons for the scientific community. Scientific 
managers should be selected and trained so that they are: 

- knowledgeable in their scientific discipline; 

- knowledgeable of managerial principles; 

- in possession of the personal attributes necessary to implement change, 
to garner respect of the scientific and client groups and to act as 
effective spokespersons. 


In presenting their recommendations, the Task Force wants to emphasize that they 
are consistent with sound human resource management practices for all professional 
groups and could be applied as general principles for other such groups in the 
public service. 
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INITIATIVES BEYOND TRAINING AND DEVELOPMENT 


Departments will actively review their training and development plans in the coming 
months, but training and development can address only part of the fundamental 
challenge posed by PS 2000. Not only must the specific recommendations 
stemming from the ten PS 2000 Task Forces be implemented, but climate for 
cultural change must be created throughout the public service. In reflecting on the 
scope of this challenge, the Task Force on Staff Training and Development has 
identified a variety of initiatives beyond conventional training and development. 


The PS 2000 Service to the Public Task Force Report articulates the vision of 
fundamental change in the public service culture. Calling for new values which 
support more responsive client service and more open consultation, the Service to 
the Public Report argues that these goals can best be achieved by increasing 
responsibility and delegation to employees. Essential to the success of this new 
direction is that public servants become client-centred rather than focussing on 
internal controls, and that they feel encouraged to express imagination, innovation 
and initiative. 


Cultural change of this magnitude cannot be achieved by training and development 
alone. While training is essential to instilling and reinforcing the skills for improved 
client service, many other initiatives will be necessary. Training, for example, can 
help an employee who counsels new immigrants, collects taxes, or regulates air 
traffic to understand and apply appropriate relationship and technical skills. 
Training cannot, however, create an environment in which the employee feels 
trusted and capable of decision-making and increased responsibility. Nor can 
training alone encourage the risk-taking and innovation that are part of a truly 
responsive public service. For this shift in attitudes and behaviour, the employee 
must be supported by managers and colleagues, unburdened by complicated 
systems, and rewarded for appropriate behaviour. 


The broad cultural change envisioned by PS 2000 requires more directed action. It 
calls for leadership and strategic planning. Departments must take conscious, 
continuing and comprehensive action to ensure long-term commitment to change. 
Actions must be constant in order to create momentum against the inertia of 
previously accepted cultural values. Finally, departments must take a holistic 
approach which treats cultural change as a comprehensive process. Action for 
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change must occur across a broad front. Initiatives must work in concert to 
reinforce one another and the new culture. 


Departments vary widely in their states of readiness for change and in the kinds of 
initiatives that will be appropriate. The National Parole Board underwent a massive 
change initiative during the mid-1980s, before the announcement of PS 2000. 
Several departments, including Employment and Immigration, Industry, Science and 
Technology, and Indian and Northern Affairs, have actively engaged in 
organizational development over the last few years. Most recently, Correctional 
Service Canada announced CSC 2000, a change initiative which offers all 10,060 
employees the opportunity to reflect on their contribution to the department’s 
mission. 


Most departments and agencies, however, are just beginning. Many are looking for 
guidance and assistance in applying the new client-centred vision to their particular 

mandates and operations. Each department will face a unique challenge in tailoring 
a strategic plan to its own dynamics, the attitudes and perceptions of its employees, 

and its environment. 


Potential Initiatives 


The establishment of a new culture within the federal government and in each 
department calls for a complexity of interaction and measures. The following 
section offers suggestions intended to help departments meet the challenge. 


Vision 
fe) Construct a vision of the desired future state of your department with all 
senior managers. 


) Use senior retreats to build team spirit and commitment to change. 


fe) Arrange conferences and seminars across "vertical cuts" in your department to 
bring together representatives from all levels and all functions to envision the 
future and identify how all employees can participate. Working units within 
the department should be involved in the establishment of a new culture. 


fe) Articulate a mission statement that offers a sense of purpose and clarity of 
results to all employees. 


at be 


fe) Use this mission statement to integrate the new culture of service to the 
public into your department’s mandate and operations. 


fe) Communicate the mission statement to all employees through all available 
media, including printed material and promotional materials such as t-shirts, 
mugs and buttons. 


fe) Communicate verbally through unit meetings, brown-bag lunches, and other 
means that will allow for more detailed information, elaboration and 
discussion. 

Plan 

fe) Review the organizational change and development literature to understand 


the theories and practical case study examples. Three recent reports pertinent 
to the public sector are available: one from the Service to the Public Task 
Force, Exemplary Practices, one from the Review Directorate of the Public 
Service Commission, Organizational Change: Lessons of Experience, and one 
from the Task Force on Workforce Adaptiveness, Managing Change in the 
Public Service. 


fe) Seek the advice of change experts in departments that have already undergone 
major organizational changes. 


fe) Use existing surveys, research data, evaluations, reviews and audits to gain 
insights regarding the dynamics of the department, organizational problems, 
employees’ views and potential resistance points. This type of information 
will be useful in drafting out an action plan for culture change. 


) If needed, initiate projects such as environmental scans and stakeholder 
analyses. Examine the external environment of your department in order to 
assess factors which will have an impact on the change. This may mean 
changing markets or political sensibilities. Identify all parties who have an 
interest in the implementation of the change and their willingness and ability 
to support or resist the change. This may include unions or advocacy groups. 


° To determine the readiness of your department to change, and to assess 


resistance and support for change, use customized employee and client 
surveys. 


ET bles 


Consider consulting private sector organizational development and renewal 
specialists about their ideas for your department. While change must be a 
participatory process within the department, consultants can sometimes be 
useful as advisors and facilitators. 


‘Establish a strategic action plan with the participation of all organizational 


sectors; this plan should include mutually set goals, deadlines, milestones, 
deliverables and resource levels. Such participation will elicit the full support 
and commitment of senior management. 


Establish measurable objectives and evaluation baseline criteria against which 
success can be measured. 


Building Commitment 


fe) 


Employ a "cascade approach" to drive the change vision down through the 
department. Information that comes from supervisors quickly and 
consistently can ensure that the vision of change is shared, understood and 
personalized by all employees. 


Use mostly in-house staff to spread the word. While consultants can be 
useful, they must be relatively invisible to ensure that change is customized to 
the real needs and concerns of employees. 


Use ongoing quality circle groups and operational planning groups to 
disseminate the departmental vision to all levels. This direct involvement 
fosters commitment, and promotes ownership of the new culture and helps to 
integrate the changes into daily work activities. 


Solicit employee participation and feedback. Employees must feel that they 

are part of the change process and their views are valued. Use the following 

approaches to facilitate employee input: 

~ suggestion boxes placed in each unit; 

- telephone hotlines; 

- a special address code in departmental electronic mail network to 
receive employees’ suggestions; 

- Deputy head visits to each unit. 


430. 


Leade 
(eo) 


Use focus groups as a means to gather information on employees’ perceptions 
on problems and solutions or to test employees’ reactions to changes. These 
groups will also be useful in getting consensus on the changes within the 
department. 


Keep expectations about change realistic by ensuring that employees know 
that creating a new culture of service will take time and work. Creating 
realistic expectations will also help in confronting scepticism and resistance. 


Adopt an upbeat approach to culture change by celebrating accomplishments 
and milestones. 


rship 
Encourage all senior managers to be active in promoting the culture by 
becoming personal champions and models for change. 


Appoint one or more senior managers as champions to lead change: personal 
identification can help employees to put a face on the new initiatives. 


Be careful in your selection of change leaders. The criteria should be 
credibility, competence and leadership skills. Appoint only the most highly 
qualified, committed and high-profile people as change leaders. 


In order to ensure that all managers support your department during the 
implementation of a new culture, make special training available to all 
managers. 


Adopt a "train-the-trainer" approach. Train the managers. Then encourage the 
managers to train their own employees to ensure the acceptance of a service 
culture. 


Many private sector consultants offer management training in organizational 
change, renewal or development. They can be considered as a training source. 
The Training Information Centre of the Public Service Commission has 
existing courses on organizational change and development, and potential 
suppliers. 
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Systems 


fe) Allocate adequate resources to the change process. 

fe) Elevate the level of staff training during the implementation of changes. Use 
training not only to help employees recognize ways of improving service to 
clients, but also to provide the skills required to work under new systems. 

fe) Establish reward systems to encourage employees’ behaviour that supports a 
service culture. The rewards can vary from formal acknowledgements to 
informal recognition by managers. 

fe) Establish means to discourage behaviour that is not supportive of the new 
culture. These can range from positive personal contact to negative measures. 

fe) Adjust the performance evaluation and feedback systems to reflect the 
demands of the new culture. 

fe) Involve peers and subordinates in the appraisal process for managers in order 
to emphasize the importance of managing and empowering people in your 
department. 

Information 

° Direct contact with the immediate supervisor is the most effective way to 
share information. 

) Use the following to disseminate information on the change initiatives: 


articles in departmental magazines 
~ electronic mail messages 

- special change newsletters 

- videos 

~ brown-bag information lunches 

- conferences 


Provide workshops explaining the overall PS 2000 initiatives and how the 


changes at the departmental level fit into the broader government-wide 
changes. These workshops should be open to all employees. 
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Conclusion 


Cultural change in departments will require thoughtful planning and serious 
commitment. The complexity of this challenge is underscored by the fact that the 
benefits are not immediate ones. PS 2000 is itself a vision of cultural change. As 
the work of the ten Task Forces and the PS 2000 Secretariat conclude, departments 
must increasingly take up the responsibility for integrating this vision with their 
mandates and making it real to their employees. As a result, concrete initiatives on 
a departmental basis will become more and more important. These investments in 
change, with time and energy, offer the long-term reward of an even more effective, 
responsive and innovative Canadian public service. 
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FRAMEWORK FOR ACTION 


Successful pursuit of the priorities and strategies in this report will depend on the 
actions of many players -- the departments (which, as our first report noted, are the 
most important stakeholders), those central agencies with special training and 
development roles (the Canadian Centre for Management Development and the 
Special Operating Agency of Public Service Commision of Canada, the Treasury 
Board Secretariat and the new Human Resources Development Council). Most 
important, it will depend upon the involvement and commitment of all employees 
including managers and supervisors. The Task Force offers the following overall 
conclusions as to what should be done, or not done, to achieve the required change 
in training and development: 


ite 


There is need for more training in support of PS 2000 philosophy, such as 
attitudinal changes on the part of managers and increased emphasis on service 
to the public. 


However tempting, it would be counter-productive to wait for more precise 
documentation on how much and in what areas resources are devoted to 
training and development. Existing estimates may be crude but are 
themselves the results of major efforts over past years. Because of the 
diversity of the public service and the difficulty in establishing definitions, 
any additional information would have limited value and would not warrant 
delay of actions that are needed now. 


Concerns over duplication and the desire to use existing resources more 

economically are legitimate. The central agencies should not, however, 

attempt to confront these issues through direct interventions. Self-correcting 

actions should be encouraged through the motivation structure. For instance, 

inefficiencies should be deterred over time by: 

- the interplay of operating budgets and continuing resource constraint; 

- accounting methods which enable one department to retain payments 
for training services bought by others; 

~ the mobilization of the training community to maximise training results 
through sharing of information and best practices; and 


stares 


: a systematic approach to training and a supporting audit practice that 
would help managers and trainers make informed decisions on how 
best to supply training (in-house, from other departments, from the 
central training agencies, etc.) 


In the face of current resource constraints, it is unlikely that the Treasury 
Board can come up with a sizeable infusion of new funds into training and 
development. It is evident that most of the additional funding must be found 
within the existing budgets of departments. Some Deputy Ministers have 
already indicated their recognition of importance of training and development 
by increasing their expenditures in these areas over the past year despite the 
cut-backs. None the less, there should be a special fund of $10 million 
established at the Treasury Board to underwrite pilot studies for new kinds of 
training courses or for research into new methods or technologies. This 
notion has its genesis in the not uncommon practice in the private sector of a 
CEO setting aside a special reserve to use at his or her discretion. The 
studies or research would be carried out by the Public Service Commission, 
the Canadian Centre for Management Development or by a lead department, 
and the product would have potential applicability across the public service. 


The role of Deputy Heads should be to provide departmental leadership. The 
leadership should extend to: 


fe) establishing a departmental resourcing policy on training and 
development. Deputy Heads should consider whether a departmental 
rule of thumb should be adopted (e.g., an average of four days of 
training annually per employee) or whether managers should be 
encouraged to suggest guidelines or rules of thumb that meet the 
requirement of their program or unit. Such rules of thumb are a 
powerful indication of commitment to training and provide a generally 
understood norm; the disadvantage is that such guidelines might be 
seen to be an entitlement (or a minimum). 


° establishing and being accountable for a training and development plan 
for the next five years, designed to meet the traditional needs of the 
department plus those new needs arising from PS 2000. With training 
costs now representing about 1 to 2 percent of salaries and O&M, most 
departments could increase the resource commitment over the next five 
years by 10 percent a year. This is well short of the doubling of 
training in the private sector that the Government has asked 
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Employment and Immigration Canada to encourage over a similar time 
frame. The broad outlines of such plans should be shared with the 
central agencies for information purposes. Indeed, the overall thrust of 
these plans should be reflected in the Head of the Public Service’s 
annual report to the Prime Minister, called for in the recent White 
Paper. 


6. The role of the centre, steered primarily by the Human Resource 
Development Council, should be to: 


ie) 


provide overall service-wide leadership by stressing and demonstrating 
the importance of training and development, suggesting priority areas 
for departmental consideration, nurturing the training community and 
sharing information and best practices. 


deliver training or training services through the Public Service 
Commission or through the Canadian Centre for Management 
Development on a cost-recovery basis in response to departmental 
demand. 


set annual service-wide training and development priorities including 
priorities for studies or projects to be resourced from the special fund 
noted above. 


establish a process which would provide for a multi-year training and 
development plan in the public service. Departments would prepare 
their individual plans and the roll-up of these would constitute the five- 
year plan called for in the White Paper. The process should provide 
for a collection and exchange of information in departments and central 
training agencies, not for the purpose of imposing a central approval 
authority, but to encourage the sharing of information, facilities and 
capabilities. Consultation should play a large part in the planning 
process. We expect that the Treasury Board Secretariat will want to 
establish continuing consultation and review machinery to identify gaps 
or overlaps in the overall plan and to permit judgments to be made 
both about departmental performance and about adequacy and 
distribution of resources for training. 
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Over and over again, reports on public service human resource management 
note the intense interest of employees in the subject of training. For this 
reason, it is essential that both at the centre and in departments, plans and 
programming be discussed with public service unions and be made with the 
involvement of employees. 


Finally, the Task Force wants to reiterate the theme in the report that a major 
commitment of leadership will be needed to implant the culture of continuous 
learning at the level of both organizations and individuals. Consistent 
leadership of this kind, an effective and efficient training and development 
plan focussing on the priorities in this report, and pervasive reinforcing 
measures to encourage improvement, initiative and imagination in the pursuit 
of clearly defined goals are the combination necessary to achieve the main 
objectives in the PS 2000 White Paper. 
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SUMMARY OF RECOMMENDATIONS 


A Continuous Learning Culture 


Ne 


The Task Force recommends that departments start working towards the 
creation of a "continuous learning culture" as part of a public service value. 
Within such a culture, employees are active learners and should: 


Participate collaboratively with other workers in reflecting on and questioning 
the nature of the work they do and its role in the large organization; 


See themselves as catalysts that can change the organization; 
Believe that there is always room for self-improvement; 


See themselves in a relationship of reciprocal exchange and mutual 
enrichment with the organization; and 


Feel capable of making a contribution and of offering good ideas, and feel 
worthy of being listened to. 


Organizations that actively learn should: 


fe) 


See themselves as flexible environments that can respond to employee 
initiatives; 


See themselves as constantly capable of improving; 


Offer employees clear reference points for learning, by defining the goals and 
purposes of the work to be accomplished; and 


Offer employees opportunities for reflection, questioning and sharing of new 
possibilities. 


Priorities for Training and Development 


Z 


A high standard of effective job-related training must be maintained and 
integrated into the new emphasis on PS 2000 values. Within this context, the 
priorities should be on improved service to the public and on the better 
management of people. 


SSW Wie 


Service to the Public 


Consultation 

Sh The principles of consultation contained in the Service to the Public Task 
Force Report should be adopted as part of the basis for assessing training 
needs. 

4. The teaching of consultations skills (listening, communicating, negotiating 


and consensus-building) should be included in future training and 
development programs; existing courses should be adapted to reflect the 
importance and breadth of future consultations. 


Monitoring and Feedback 

j: Existing general management training programs should be adapted to 
emphasize the importance of monitoring and feedback to good service, and 
should include the necessary tools and techniques to monitor and capture 
responses. 


Managing the Service Encounter 
6. Train front line staff (both external and internal service providers) in the 
major principles of managing the service encounter. 


qe Develop additional generic courses in support of provision of good service 
fe) to train supervisors and managers on how to manage and support 
service provision; 
fe) to orient all other staff within the service culture. 
8. Provide consulting services to help employees deal with difficult clients. 
General 
9. An orientation program should be provided to all new recruits which includes 


elements on departmental services and programs provided by related 
departments, as well as the basic service orientation. 


10. _Inter-departmental "showcase days" for trainers and managers should be 
organized to improve networking, to share information on methods of better 
service to the public and on existing and planned training and development 
products. These should include successes from the private sector and other 
government jurisdictions. 


152. 


11. 


Training efforts should initially be concentrated on those who are in the best 
position to pass on the "message" -- particularly supervisors, managers and 
professional trainers. 


Human Resource Management 


Definition and Framework 


a2: 


ih 


14. 


1D: 


Human resource management should be defined as people management 
comprising support systems (functions of personnel administration) and the 
interactions between managers and others both within and outside the 
organization. 


Training and development programs dedicated to enhancing the quality of 
people management in the federal public service should strive to improve the 
relationship of managers and supervisors to their clients, to the people they 
lead, to themselves as individuals and to their organization. 


Managers and supervisors as individuals should take the initiative and 
responsibility for their own training and development within the context of a 
continuous learning culture. 


Measures to improve people-management practices should include the 
provision of consultative and career planning services, published material on 
current practices in leading and managing people, structured educational 
events and the opportunity to manage people in various work situations. 


Commitment and Implementation 


16. 


ie 


18. 


Deputy Ministers should encourage managers to participate in training and 
development activities to improve people-management practices and should 
underline this encouragement with adequate funding. 


Initiatives should be undertaken within departments to ensure a fair and 
equitable representation and distribution of women, persons with disabilities, 
aboriginal peoples and members of visible minorities, in the training and 
development community. 


Departments should share their efforts and programs that support the training 
and employment of designated groups. 


eye 


19. 


20. 


PM. 


1) 


In the planning and administration of training and development programs, 
departments should ensure that all reasonable measures are taken to remove 
barriers to equal participation on the part of all employees. 


Participation of designated groups in training and development programs 
should be monitored within departments, to ensure that all qualified 
employees are given equal access to opportunity. 


Regional supervisors and managers should have equal access to training and 
development activities. Distance-learning modules should be created to assist 
in this process. 


Supervisors and managers should be appraised and evaluated on their skill, 
ability and practices in leading and managing others and they should be 
appropriately rewarded or cautioned. 


Structured Educational Events 


Zo: 


24. 


295 


26. 


Mandatory orientation programs for supervisors, middle managers and 
members of the management category should be adjusted where necessary to 
reflect the urgent need to improve the people-management practices of 
managers and supervisors. 


A generic course on human resource management reflecting the new PS 2000 
work environment should be developed by the Canadian Centre for 
Management Development and the Public Service Commission in consultation 
with departments; it should be adaptable for use by interested departments 
and agencies. 


Other generic courses on such priorities as managing diversity should be 
developed and offered to departments and agencies. 


Generic training modules should be developed co-operatively with the 
Treasury Board Secretariat, the Canadian Centre for Management 
Development, the Public Service Commission and departments, in the 
changed personnel systems and procedures as recommended in the White 
Paper. 


64). 


Ze 


All present courses and developmental activities should cover, in a general 
way, the appropriate roles of the personnel specialist and the manager plus 
the general values inherent in good human resource management systems and 
processes. 


Consultation and Career Planning Services 


28. 


Each department should make information and tools available to managers 
and employees regarding career planning and the improvement of 
people-management skills. 


Planned Careers 


Zo 


Work experience which enables managers to acquire the knowledge, skills 
and abilities to lead and manage people should be an essential component in 
the planned careers of government managers. Opportunities to develop and 
improve people-management skills through development activities should be 
expanded. 


Publications/References 


30. 


Supervisors and managers should have access to published material on current 
practices in leading and managing people. Ways of improving and co- 
ordinating the coverage of departmental newsletters, and central agency 
publications such as Training News, Managers Magazine, Management 
Update, PS Newsline and Optimum should be explored. 


Scientific Community 


ol 


On. 


So 


34. 


There should be a clear statement of the mission, or purpose, of each 
scientific organization. 


Each scientific organization should prepare a general training plan. This 
should encompass pre-hiring and hiring practices, orientation, training for 
supervisors and managers and opportunities for personal development. 


New scientists should be hired to bring in new skills needed by the 
organizations. Each new scientist should be assigned to a "role model 
mentor" to learn the values and best practices of the organization and be 
given an individual training plan. 


Exchanges between scientific institutions, of up to three months, should be 
encouraged to supplement sabbaticals. 


BSS). 
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36. 


Sik 


38. 


ou: 


40. 


41, 


Consideration should be given to establishing a fixed percentage of the 
operating budget for training and development and protecting it during time 
of constraint. 


Current restrictions on conference travel for scientists should be removed. At 
the very least, a dollar ceiling is suggested as less restrictive than current 
regulations. 


Close links should be established between client groups and scientists to 
ensure the relevance of the work, the establishment of mutual trust and the 
creation of mutually realistic expectations. 


Senior staff and client groups should be encouraged to recognize and reward 
useful and productive scientific performance and direction. Recognition 
should be given to the team where success is the result of a co-operative 


effort. 


Senior positions in the scientific community should be staffed by persons 
knowledgeable in their discipline, knowledgeable of managerial principles and 
who can act as credible spokespersons for the scientific community. 


Training in interpersonal skills and managerial principles should be provided. 
Training should be provided in the management of science organizations 


through courses currently available at the Canadian Centre for Management 
Development. 


Initiatives Beyond Training and Development 


42. 


Within the context a client-centred culture, departments should study 
successful initiatives in both the public and private sectors with a view to 
tailoring them to their own needs. 


Framework for Action 


43. 


The Human Resources Development Council and the Treasury Board 
Secretariat should establish a process whereby departments and central 
agencies would: 
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44. 


45. 


46. 


fe) review their existing training and development activities in the light of 
the priorities and strategies in this report; 


fe) adjust them to reflect PS 2000 objectives and priorities; and 


fe) develop plans and cost training and development activities needed to 
achieve the objectives over five years. 


The roll-up of these individual plans at the end of the initial planning period 
would constitute the five-year training and development plan called for in the 
White Paper. 


The Treasury Board Secretariat should establish continuing consultation and 
review machinery to assess departmental performance in adapting training and 
development activities to the stated objectives of PS 2000. 


There should be a special fund of $10 million established at the Treasury 
Board to underwrite pilot studies for new kinds of training courses or for 
research into new methods or technologies. The studies or research would be 
carried out by the Public Service Commission, the Canadian Centre for 
Management Development or by a lead department, and the product would 
have potential applicability across the public service. The Human Resources 
Development Council should set the priorities for projects resourced from the 
fund. 


Departments should establish a departmental resourcing policy on training and 
development including consideration of adopting a departmental "rule-of- 
thumb" (e.g., an average of four days annually per employee), and 
consideration of increasing the commitment to training and development by 
10 percent a year over the next five years. 


Implementation of the First Report of the Task Force 


47. 


The recommendations and guiding principles made by the Task Force in its 
first report are re-affirmed and should be acted upon. These are: 


Guiding Principles and Concepts 


ie) 


Training and development are investments in better government and better 
service to the public; 


=(S7i: 


fe) PS 2000 will put more emphasis on individual responsibility and 
professionalism, requiring more knowledge and skills by individuals; 


) Good human resource management and development policies will be 
necessary to attract and retain good people in the public service in the future; 


fe) Training and development of staff are integral parts of management at all 
levels, embracing a broad range of activities and priorities of which classroom 
training is but one; 


fe) There is a hierarchy of responsibility for training and development: 

~ individuals are responsible for their own career development, for 
demonstrating a willingness to grow and learn on the job, and for 
taking full advantage of training and development opportunities 
provided; 

- supervisors are guides, mentors and counsellors and are responsible 
for ensuring that the worker has the skills and tools to do the job; 

- departments are responsible for the provision of an enabling 
framework at the corporate level; 


fe) A hierarchy of needs and priorities must be dealt with from the perspective of 
the individual, of the department, and of the government as a whole; 


) Resources must be related to needs and priorities and must be protected in the 
same fashion as capital investment funds; 


fe) Equity in training and development means responding to the needs of the 
individual as well as to corporate needs; this includes the necessity of 
redressing previous inequities. 


Recommendations 


fe) There must be a new emphasis on personal planning to meet individual 
training and career needs, separate from the performance appraisal system. 


fe) The determination of needs and priorities and the management of training and 
development must be emphasized as part of the role of supervisors and 


managers. 


° Primary responsibility for training must remain with departments. 
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Assessment of training and development needs at all levels must be 
strengthened. 


There must be more rigorous assessment of the appropriateness and cost- 
effectiveness of various means of training and development. 


The cost-effectiveness and management of existing corporate developmental 
programs should be reviewed. 


Consideration must be given to new developmental experiences for public 
servants who demonstrate high performance, high potential or special need. 


Training and development must be more carefully monitored to ensure 
equitable access and to meet employment equity objectives; members of 
employment equity groups should have a more than proportionate share of 
places in training and development programs identified as suitable for this 


purpose. 


Treasury Board’s role should be re-shaped to emphasize leadership, resource 
allocation, policy direction, evaluation and accountability; development and 
delivery of programs should remain with departments, the Public Service 
Commission and the Canadian Centre for Management Development. 


Treasury Board policies should be recast to reflect the guiding principles and 

concepts with specific provisions relating to: 

- re-balancing emphasis on immediate job skills, future requirements and 
career development requirements; 

~ revision of workforce adjustment training policy providing training for 
anticipated as well as current job vacancies. 


Treasury Board policies and corporate systems and programs should be 
described in layperson’s language in brochures/guides for individuals, 
supervisors, managers, etc. 


In recognition of the integral role of training and development to human 
resources management, the Staff Training Council should be replaced by a 
new Human Resources Council with a broader mandate and with linkages to 
existing and potential groups dealing with training and development on a 
functional basis. 


- 59- 


Existing training boards of the Staff Training Council should be retained but 
their mandates broadened to include developmental activities and programs. 


The informal training co-ordination group of the Treasury Board Secretariat, 
the Public Service Commission and the Canadian Centre for Management 
Development should be formalized as the primary work group of the Human 
Resources Development Council. 


The functions of central support and sharing of information, materials, 
facilities and technology should be performed on a collaborative basis by the 
Committee of Heads of Training, on behalf of the government as a whole. 


The Canadian Centre for Management Development and the Public Service 
Commission should work out a co-operative arrangement to ensure that 
managers at all levels receive a continuum of consistent knowledge and skill 
development. 
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Appendix A 
(referenced from chapter 2) 


MAJOR TYPES OF GOVERNMENT SERVICE 


Every government organization is unique, with its own particular reason for being, 
mandate, programs, organization and so on. It is useful however, to simplify the 
variety in organizations and their 1000 or more programs by focussing on three 
major types of organizational function carried out by public service organizations: 
(i) regulation and enforcement; (ii) policy formulation and legislation; and (iii) 
"conventional" services, including those concerned with science and technology. 
The Public Service 2000 Task Force Report on Service to the Public describes (in 
chapters 2,4,6 and 7) the main differences among the three major organizational 
functions. They are summarized here. 


Regulatory organizations are concerned with the protection of public health and 
safety, the fair operation of economic markets and the achievement of other social 
and economic objectives. They use such instruments as tariffs, immigration and 
import/export control, standard setting and enforcement, adjudication, control of 
entry to and exit from markets, price and quota setting, and they use various 
approaches to ensure regulatory compliance. 


Regulatory organizations have mostly external clients and stakeholders with whom 
there has traditionally been a pattern of low-key consultation sometimes dominated 
by those being regulated. The emerging requirement for regulatory organizations -- 
which are becoming increasingly visible and from whom much is expected -- is to 
consult much more intensively and frequently over their full range of activities both 
with those who are regulated and with the other stakeholders affected. Many 
regulatory organizations are facing the necessity for profound organizational renewal 
as a result of public demands for more effective but less intrusive interventions and 
of other pressures, some international in scope. 


Conventional services organizations are concerned with the provision of: (a) direct 
or indirect services to clients outside or inside the government or (b) financial 
benefits to external clients (individuals, groups, corporations, the nation as a whole 
and other governments). Such financial benefits range from Canada Pension Plan 
benefits, through crop insurance payments to farmers, to negotiated contributions to 
corporations to further government objectives. “Conventional services," as used 
here, include science- and technology-based activities producing technical 
innovations and the collection, analysis and diffusion of related technical 


innovations and related technical information. Much of this work is in collaboration 
with the private sector. Some is aimed at the enhancement of purely public goods. 


Conventional services organizations have both external and internal clients and 
stakeholders. Indeed, the mix varies considerably within this large group. 
Traditionally, as with regulatory organizations, these organizations -- including those 
involved in science - and technology-based activities -- have engaged in very low- 
key consultation with clients. The latter have sometimes dominated those processes 
and in other cases the consultation has been perfunctory. The emerging requirement 
for conventional service organizations, some of whom are becoming increasingly 
visible, is to consult much more intensively and frequently with clients and 
stakeholders, on the continuing rationale, targeting, and cost-effectiveness of the 
services provided. There are, however, some emerging requirements for 
organizational renewal in the name of enhanced service delivery. 


Policy organizations are concerned with generating the broad directions for the 
government’s activities in a particular policy area, usually over the mid- or long- 
term and often in areas of considerable complexity and/or controversy. 


Policy organizations are typically small elements of departments and agencies, 
although there are important exceptions. They also have mostly external clients and 
stakeholders and have traditionally consulted in a wide-ranging but often 
unstructured way with these organizations and other individuals. Although policy 
organizations usually have significant public exposure from time to time, most do 
not continually live in the public spotlight. Some policy organizations are facing 
organizational renewal, but only in tandem with their parent department or agency. 


The significant differences among the three types of government organization bear 
on their service mission and their needs for supporting training and development: 


fo) the organizational mix of external and internal clients and stakeholders; 
fe) traditional and emerging organizational patterns of communication, 
consultation, negotiation, consensus-building and feedback with organizational 


clients and stakeholders on service expectations; 


fe) organizational exposure and external and internal pressures for enhanced 
accountability; and 


fe) 


the degree to which major organizational renewal is needed to meet the 
service expectations of the 1990s and beyond. 
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Appendix B 
(referenced from chapter 2) 


PRINCIPLES FOR CONSULTATION 
As developed by the PS 2000 
Service to the Public Task Force 


Consultation between government and the public is intrinsic to effective 
public policy development and service to the public. It should be a first 
thought, not an after-thought. 


Mutual respect for the legitimacy and point of view of all participants is basic 
to successful consultation. 


Whenever possible, consultation should involve all parties who can contribute 
to or are affected by the outcome of consultation. 


Some participants may not have the resources or expertise required to 
participate and financial assistance or other support may be needed for their 
representation to be assured. 


The initiative to consult may come from inside government or outside -- it 
should be up to the other to respond. 


The agenda and process of consultation should be negotiable. The issues, 
objectives and constraints should be established at the outset. 


The outcome of consultation should not be pre-determined. Consultation 
should not be used to communicate decisions already taken. 


A clear, mutual understanding of the purpose and expectations of all parties 
to the consultation is essential from the outset. 


The skills required for effective consultation are: listening, communicating, 
negotiating and consensus building. Participants should be trained in these 
skills. 


To be effective, consultation must be based on values of openness, honesty, 
trust and transparency of purpose and process. 


11) 


12) 


3) 


14) 


15) 


16) 


Participants in a consultation should have clear mandates. Participants should 
have influence over the outcome and a stake in implementing any action 
agreed upon. 


All participants must have reasonable access to relevant information and 
commit themselves to sharing information. 


Participants should have a realistic idea of how much time a consultation is 
likely to take and plan for this in designing the process. 


Effective consultation is about partnership. It implies a shared responsibility 
and ownership of the process and the outcome. 


Effective consultation will not always lead to agreement; however, it should 
lead to a better understanding of each other’s positions. 


Where consultation does lead to agreement, wherever possible, participants 
should hold themselves accountable for implementing the resulting 
recommendations. 


Appendix C 
(referenced from chapter 2) 


EXAMPLES OF MODES OF CONSULTATION 


Agriculture Canada initiated a major public consultation program five years ago. 
The Agriculture Policy Review is an extensive effort to re-align federal policy with 
emerging agricultural conditions such as trade subsidies’ drought etc.. Fourteen task 
forces across Canada were created, comprising representatives of all stakeholders: 
Agriculture Canada (headquarters and regions) provincial departments, producers, 
processors, researchers, academics and consumers. So successful was this process 
that the Department is maintaining the task forces as the logical channels through 
which it can receive continuous information on policy issues. 


The Departmental Mission Review is the current initiative to re-examine the basic 
purpose of the Department, to re-articulate its mission for the next decade (the 
"what") and to affirm its corporate values (the "how"). Thirty-one individuals, 
knowledgeable of both specialized and general aspects of the Department, were 
mandated by the Deputy Minister to draft statements of corporate mission and of 
values or philosophy. The group was encouraged to consult employees of their own 
organizations in the initial drafting process. The next step is the examination and 
discussion of the draft mission by focus groups of departmental employees and of 
external stakeholders across Canada. The mission statement, refined with the input 
of the focus groups, will be then presented to the Management Council for 
ratification in May 1991. Of particular interest is the weaving of the 
recommendations of the PS 2000 Service to the Public Task Force into the fabric of 
the departmental mission. 


Contact: Mr. Ian De Laroche, Assistant Deputy Minister, Communications and 
Consultations, Agriculture Canada, (613) 995-5880. 


The Correctional Service of Canada (CSC) has a history of extensive public and 
internal consultations, the most recent examples of which are the conception of the 
"Mission of the Correctional Service of Canada" and the Task Force on Federally 
Sentenced Women. 


The Mission document of the Correctional Service of Canada was created in 1988. 
Now, two years later it is clear that the consultation and the raw effort that went 
into the document has begun a transformation of the Service. A Task Force of the 
most senior officials of the Service rolled up their sleeves, searched the traditions of 
the organization for its core values, opened their minds to where the Service should 
be entering the next century, and wrote a visionary document. The Task Force 
included the Service’s major union. Employees from one end of the country to 
another where asked to contribute. Inmates contributed. The public was drawn into 
the process through over 100 stakeholder groups. The results are clear. Three 
Solicitors General have supported development or approved the Mission. It is 
guiding the Service into the future. 


After many attempts over the years, it has been decided to close the Prison for 
Women, Canada’s only penitentiary for federally sentenced women, and provide 
improved programming in regional Centers across the country. Why was this 
difficult decision finally made? The answer is effective consultation. The answer is 
effective listening. The answer is active participation. 


The Correctional Service’s Task Force on Federally Sentenced Women is a model 
for public and private sector partnership. It was co-chaired by the Correctional 
Service and the Elizabeth Fry Society. Its membership included Corrections experts, 
and representatives of volunteer organizations, women’s groups, and native 
canadians. The Task Force met with any federal or provincial, public or private 
sector group who had an interest, and it heard the views of each and every federal 
offender who wished to speak. The result was a compelling report expressing a 
clear consensus on what had to be done. The support was clear. The Solicitor 
General announced approval of the recommendations on behalf of the government 
in October 1990. 


Contacts: Mr. Willi Gibbs, Deputy Commissioner, Atlantic Region, 
Correctional Service Canada, (506) 857-6377 
M. Mario Dion, Deputy Commissioner, Correctional Programs and 
Operations, (613) 995-7002. 


Documentation: Mission of the Correctional Service of Canada, April, 1990. 
Task Force on Federally Sentenced Women 


Contact: Jane Miller-Ashton, (613) 995-2554. 


Environment Canada conducted an extensive public consultation on the Green 
Plan consisting of information sessions, consultation sessions and other opportunities 
to participate in the development of a new environmental policy. 


Information Sessions, attracting 5,700 participants, were held in 39 cities to inform 
as many Canadians as possible about the initiative, and how they could contribute 
their views on the subject. 


Consultation Sessions in 17 cities drew more than 3,500 representatives of all 
segments of Canadian society. These one-and-a-half day workshops encouraged 
participants to discuss issues raised in the Framework document of the Green Plan, 
and suggested ideas to the government. A summary report was sent to participants 
shortly after the sessions. Cabinet ministers and senior officials of Environment 
Canada took part in the workshops as much as possible. 


Other opportunities to participate included a major interactive communication 
campaign: the public was encouraged to send letters and briefs to the Minister of 
Environment (1,000 received), questionnaires were distributed (2,000 returned); 
postcards were sent out seeking public opinion (1,600 returned); and toll-free phone 
lines were set up, over which more than 5,000 calls were received. 


Contact: Ms. Leslie Whitby, National Director of Consultation, 
Environment Canada, (819) 997-1246. 


Documentation: A Report on the Green Plan Consultations, Government of Canada, 
August 1990. 


The National Library of Canada undertook a major consultation between 1985 
and 1988 with the provinces and library authorities to identify problems of sharing 
library resources and to arrive at solutions which might be implemented by the 
National Library alone or in co-operation with other libraries. This was the first 
such effort by the National Library on a national scale. 


Agenda/Discussion Guide was circulated by the National Library for comment to 
members of Canadian library associations and interested provincial officials. The 
final document, which set out the specific questions to be addressed, was sent to the 
participants of the regional meetings. 


Regional Meetings, 21 in all, were held in each province, one in each except five in 
Québec and six in Ontario, bringing together about 20 Chief Librarians of 
universities, major public libraries and special libraries (e.g., corporate or 
institutional). The two-day discussions involved fact finding, a review of the latest 
developments in the sharing of library resources in each province, discussions of 
barriers to greater co-operation and potential solutions. 


The Final Report published in early fall, 1990 resulted from the analysis of the 
various regional meeting reports and the comments of all participants and other 
stakeholders. 


Contact: Miss Hope Clement, Associate National Librarian, National 
Library of Canada, (613) 992-7059. 


Documentation: | Resource-sharing in Canada, National Library of Canada, 1990. 


Revenue Canada, Customs and Excise Customs and Excise has recently 
conducted several public consultations relating to the administration of the Goods 
and Services Tax (GST) and the implementation of the Customs 2000 initiatives. 


The GST consultation, begun in October 1989 and ongoing, is intended to provide 
various stakeholders with the opportunity to inform and influence the departmental 
approach to the implementation and administration of the GST. A Consultation 
Directorate manages the undertaking which is national in scope. The target 
organizations are: business represented by associations, unrepresented small 
businesses, tax practitioners, and special interest groups such as municipalities, 
universities, schools, and non-profit organizations. Over 300 such organizations 
have been invited to meet with departmental officials since 1989, and 
post-implementation meetings are continuing. 


Various techniques are employed to facilitate the public participation: individual 
meetings with associations, solicitation of position papers, focus group sessions, a 
Small Business Consultation committee, and distribution of documents for comment. 
The Small Business Division is charged with soliciting the views of the many 
enterprises not represented by industry associations. The Minister’s Advisory 
Committee and the Deputy Minister’s Advisory Committee ensure the continued 
representation of the interests of private business and tax practitioners respectively. 


Contact: Mr. Brian Shackleton, Director, GST Consultations Directorate, 
Revenue Canada, Customs and Excise, (613) 954-7965. 


Documentation: (GST) Consultations Program, 3 May 1990 
Consultation with Respect to the Implementation of the GST, 
November 1989. 
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Appendix D 
(referenced from Introduction) 


SPECIFIC TRAINING IMPLICATIONS 
FROM OTHER PS 2000 TASK FORCE REPORTS 


Introduction 


In addition to the priorities for training identified in the main body of the Task 
Force Report on Staff Training and Development, other Task Forces identified 
specific training requirements. 


While there are a relatively small number of specific recommendations related to 
training, there appears to be an assumption in most reports that informal or formal 
training will be done to ensure that all of the cultural/attitudinal, policy and 
procedural changes take place. 


The major requirement for "training" (in the broadest sense) is changing the current 
attitudes and culture of departments, managers and staff. A part of the 
cultural/attitudinal change relates to ensuring a representative public service where 
the talents of all employees are utilized. 


The following is an outline of specific training required, based on other Task Force 
reports. The recommended organization(s) responsible are also identified in the 
charts. 


Specific Training Required 
Managers CCMD! PSC' Depts 


upgrade content and volume of 

people-management skills in 

management development courses D/G? D/G D/G 
training in listening, 

communication, leadership and 

other interpersonal skills D/G D/G G 
training in use of probationary 

periods including rejection on 

probation, coaching, interview- 

ing, identification of perfor- 

mance deficiencies, techniques 

of handling problem employees, 

and doing fair and objective 

performance appraisals D/G D/G G 
training in staff relations, 

including interpretations 

of collective agreements D?/G D?/G G 
training regarding changes in 

delegation from the Department 

of Supply and Services and the 

Department of Public Works, 

including new administrative 

policies, authority levels and 

implications D/G* 


: Where CCMD and PSC are both noted as designing and giving training, this could be done 
by either or both co-operatively, or could be split between SM and EX (CCMD) and 
middle managers and supervisors (PSC). 


D=Design 
G=Give 


> With the assistance of TBS expertise. 


With the assistance of the Department of Supply and Services and the Department of Public 
Works expertise. 


training in use and potential 


of technology : 2 : 
training in new classification 

system D?/G D?/G G 
training in new staffing system D/G D/G G 
training in new compensation 

system D?/G D?/G G 
training in new cafeteria of 

benefits D?/G D?/G G 
training in rewards and recogn- 

ition techniques . D/G 
Employees CCMD PSC Depts 


expand training in all areas of 

service to the public, with 

priority on front line staff D/G D/G 
training in interpersonal skills 

for those who deal with the 


public D/G D/G 
orientation training for new 

staff D/G 
training in use of technology D/G® D/G 
training in consultation skills D/G D/G D/G 
retraining of PEs in 

- Staffing 

- Classification 

- pay and benefits 

- staff relations D°?/G G 
retraining of PGs and others 

in new administrative policies D/G G 


Should be integrated into courses of CCMD and PSC and specific technology courses given 
by departments through purchase from the private sector or PSC. 


Should be integrated into courses of PSC and specific technology courses given by 
departments through purchase from private sector or PSC. 
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Appendix E 


PROCESS AND ACKNOWLEDGEMENTS 


In preparing this second report, the Task Force reviewed the nine 
other Task Force reports. It also drew on the material and 
representations made to it during both its first and second phase. 
These included meetings with, and briefs from, Public Service 
Unions, departmental Heads of Training, Directors of Personnel, the 
Multiculturalism Secretariat of the Secretary of State, the Task Force 
on Barriers to Women in the Public Service and numerous public 
servants as individuals and groups. Written briefs were received 
from the Public Service Unions of the International Brotherhood of 
Electrical Workers, The Professional Association of Foreign Service 
Officers, The Professional Institute of the Public Service of Canada 
and the Public Service Alliance of Canada. 


The Task Force wishes to acknowledge particularly the contribution 
made by the Heads of Training and by those individuals who 
participated in work groups relevant to the central chapters of this 
report and in preparation for the follow-up studies listed in the 
Introduction. The Task Force also wishes to acknowledge those 
individuals who drafted chapters for the report. They are Suzanne 
Peters from the Public Service Commission for the chapters on 
Training and Development Within a Culture of Continuous Learning 
and Initiatives Beyond Training and Development, Robert Mercer 
from the Canadian Centre for Management Development for the 
chapter on Human Resource Management and Nicole Mendenhall 
from Revenue Canada, Customs and Excise for the chapter on 
Service to the Public. 
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Figure | 
Gestion des ressources humaines 


La présente figure illustre la répartition des fonctions et des taches qui composent la gestion des ressources humaines. La fonction 


principale consiste 4 diriger, 4 gérer et a appuyer les membres de |’organisation. 
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Tous les gestionnaires gérent des ressources humaines. 
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